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Abstract 
In today's competitive environment, in which creativity and innovation play an important part, organizations are becoming 
increasingly aware that their physical and financial assets are incapable of generating competitive advantages that are sustainable, 
and perceive that it is their intangible assets which allow value to be created for their products and services. Intellectual capital is 
the capacity to transform knowledge and intangible assets into wealth, and its management is the process of extracting value from 
that same knowledge. Worldwide, tourism has been one of the fastest growing sectors in recent decades.  In Portugal in 
particular, it is one of the country's principal economic activities and a strategic area for the competitiveness of the economy. 
This communication presents a part of the results of a comprehensive study analysing the impact of intellectual capital (human 
capital, structural capital, and relational capital) on the organizational performance of the hotels in the Greater Lisbon and 
Setúbal Peninsula area.  The results that are reported are only those concerning relational capital, an invaluable and scarce 
resource that is hard to imitate, transfer, or replace, and that has a long life expectancy. The research project was carried out in 
2012.  Exploratory interviews were conducted, and, as the instrument of measurement, a questionnaire was addressed to the 
managers of the 167 hotels located in the study area.  The aim was to gauge their perceptions in relation to the different 
components of intellectual capital and to the key organizational performance indicators that are commonly used in the sector. The 
methods and results concerning the relational capital component of the overall study are presented and discussed.  The managers 
highlighted the importance of meeting their clients' needs and wishes, of fostering client loyalty, of collecting and disseminating 
their feedback, of brand recognition, and of maintaining a permanent market orientation.  Relational capital includes elements 
whose nature is external to the hotel, and therefore beyond its control.  Their effects on the organization's performance, given the 
current context of severe and prolonged economic crisis, need to be analysed with particular care. 
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1. Introduction 
In today's competitive world in rapid and profound transformation, where creativity and innovation play key 
roles, organizations are increasingly aware that their physical and financial assets do not have the capacity to 
generate competitive advantages sustainable in time, and perceive that it is their intangible assets that generate value 
for their products and services.  
A firm's knowledge base thus appears as an asset of growing importance, although managers are faced with the 
difficulty of its identification and measurement.  
This new factor of production – knowledge – is different from traditional factors as its economic value depends 
on its usefulness and the ease with which it is transferred and reproduced.  Unlike other factors, knowledge (i) can be 
transferred, applied, reproduced, copied, or divided an infinite number of times, and for a large number of 
consumers, without the available quantity or value decreasing; (ii) it can be reconfigured if it becomes obsolete by 
interactions with new experiences or with social and economic needs; (iii) it can benefits from increasing rates of 
return because it can be used an infinite number of times, without diminishing in value; (iv) it does not depreciate 
with use; and (v) it can be applied by many users simultaneously, and generate even more knowledge (Cabrita, 2009, 
p. 14).  
In the context of intellectual capital, one distinguishes between human capital, which includes the components or 
collaborators related to the organization, their qualifications, skills, experience, motivation, creativity, innovation, 
etc., from structural capital, which includes the aspects related to the organization's resources, namely the processes, 
routines, culture, structures, organizational forms of action, technologies, management systems, trademarks, and 
patents, and relational capital, which includes establishing the relationships that are established and the exchange of 
knowledge that takes place with the organization's different stakeholders.  
The hotel industry, as such, forms part of the services sector, with a major component of customer relations, 
making relational capital within the overall category of intellectual capital one with the greatest impact on 
knowledge management in hotels. 
2. Tourism in Portugal 
Tourism as an industry in Portugal has undergone in recent decades major growth, and, in these times of 
economic crisis, has become a cornerstone for economic development. The year 1911 is considered to mark the 
beginning of tourism in Portugal, since it was at that time when the IV International Congress of Tourism was 
organized.  This was commemorated in 2011 as the Centenary of the Institutionalization of Tourism.  
Different milestones stand out throughout these hundred years – the first hotel congress in 1917, the birth of the 
National Council of Tourism in 1929, the opening of the Casino Estoril in 1931, the birth of TAP Portugal Airlines 
in 1946, the first hotel school in Lisbon in 1958, the creation of the Department of Tourism in 1968, the creation of 
ENATUR – the National Tourism Company – in 1986, the approval of the National Tourism Plan in 1986, the 
Lisbon World Exposition in 1998, and the presentation of the National Strategic Plan for Tourism in 2006.  
Tourism in Portugal is also marked by the sector's history of associationism.  Currently, the hotels have been 
associated since 1991 in the Associacao Hotelaria de Portugal.  Its history dates back to 1910 when there was 
created in Lisbon the Association of the Class of Owners of Hotels and Restaurants.  There also exists the 
Associacao Portuguesa de Hotelaria, Restauracao e Tourism (APHORT) – www.aphort.com – which includes 
mainly rural hotels.  
Tourism as an industry in Portugal dates from after the Carnation Revolution of 1974, and has been accompanied 
since then by growth of the hotel sector.  Recent years have seen emphasis placed on strategic plans of tourism, both 
nationally and at the municipality level.  The National Strategic Plan for Tourism (PENT) of 2006 laid out for the 
Lisbon region policies for boosting tourism in the following areas: City Break, business tourism, golf, sun and sea, 
cruise-ship tourism, and nature and gastronomy.  Lisbon's growth as an international destination has occurred in 
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both cultural tourism and business tourism.  Thus, in 2011 Lisbon was included by Great Hotels of the World as one 
of the ten best business tourism destinations.  
Regarding hotels in Portugal, the number has remained stable in recent years.  Eurostat, the statistical office of 
the European Union, gave figures of 2012 hotels and similar establishments in Portugal in 2005 (with 264 000 beds), 
and 2011 hotels in 2010 (with 280 000 beds).  Of the whole of Portugal, the Lisbon region accounted for over 53 
000 beds in 2010. 
3. Methods 
The overall research project included the entire group of different components of intellectual capital, and was 
based on seeking an answer to the following question: Can their intellectual capital improve organizational 
performance in Portuguese hotels?  The formulation of the research hypothesis was based on the responses already 
reported in the international literature which indicated that the interaction of the components of intellectual capital – 
human, structural, and relational capital – has a positive impact on organizational performance.  
According to the literature in the speciality, relational capital, the subject of the present work, represents the 
potential of an organization due to its external relationships.  Commercial relations – networks – rank fifth in a list 
of the thirteen most important intangible assets for firms' organizational performance (Hall, 1992, p. 141).  In that 
same study, Hall states that commercial relations rank fourth in terms of time spent to replace them if they are lost, 
with evidence that their construction is indeed time consuming, but not as much as the firm's reputation or its 
employees' knowledge (Hall, 1992, p.142).  Stakeholder relationships constitute a strategic asset that is scarce, 
valuable, and difficult to imitate (Petera, 1993).  Relational capital is an important asset, since it influences 
organizational performance through its impact on innovation and operational efficiency (Badaracco, 1991).  A 
broader customer base is a source of sustainable competitive advantage (Bhatt, 1998).  Market orientation seeks to 
generate a base of satisfied customers which in turn leads to high levels of organizational performance (Kohli & 
Jaworski, 1990).  
The study was conducted with hotel units of three, four, and five stars located in the region denominated Greater 
Lisbon and the Setúbal Peninsula.  Greater Lisbon comprises nine municipalities including the capital, Lisbon.  The 
Setúbal Peninsula comprises nine municipalities.  This region is a unit in the context of the classification of regions 
of the European Union (NUT II).  In total, the universe of study included 167 hotels, of which 152 were in Greater 
Lisbon and 15 in the Setúbal Peninsula (Table 1). 
 
Table 1. Universe of study: The hotel offer for the Greater Lisbon and Setúbal Peninsula region 
 
 
 Hotels  Rooms Beds 
Hotels TP TP TP 
5 Stars 27 4799 8921 
4 Stars 59 8666 16767 
3 Stars 44 3937 7754 
2 Stars 33 1850 3374 
1 Star 4 105 203 
Total 167 19 357 37 019 
                             Source: Associacao Turismo de Lisboa 
The instrument used for measurement was the questionnaire developed by N. Bontis (Bontis, 1997), and used 
successfully in such international contexts as Canada (Bontis, 1998) and Malaysia (Bontis et al. 2000), with some 
adaptations to the case of Portugal (Cabrita, 2006).  This adaptation was made on the basis of interviews with hotel 
managers and industry experts.  The study to be presented here is exclusively concerned with relational capital. It 
formed part of the context of a broader work that included human and structural capital in the total of intellectual 
capital.  
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The part of the questionnaire used to analyse the relational capital comprised 18 items (Table 2).  The options 
were provided as an 7-point Likert scale ranging from 1 strongly disagree to 7 strongly agree. 
 
Table 2. Items of the relational capital part of the questionnaire 
 
Q1 Clients are satisfied with the hotel 
Q5 Time to solve clients' problems has been reduced 
Q9 Our market share has improved 
Q14 The duration of the client-hotel relationship is its strong point 
Q15 Hotel has the most positive value-added of the sector 
Q20 The clients have come to prefer our services over those of the competition 
Q22 Hotel has clear market orientation 
Q24 We contact clients to perceive their expectations of the hotel 
Q25 Clients' feedback is disseminated to all sections of the hotel 
Q38 Ongoing effort to satisfy clients' wishes and needs 
Q42 Hotel has high client loyalty 
Q43 Hotel has maximum client feedback 
Q45 If the competition launches a campaign, we have an immediate response plan 
Q46 Regularly discuss strengths & weaknesses of the competition 
Q47 Keep regular contact with the sector's Associations 
Q48 Our strategic decisions take the sector's information into account 
Q50 The hotel's brand is recognized in the market 
Q52 The hotel's reputation in the market is what we hoped for 
The directors of the hotels belonging to the universe of study received personal invitations to respond to the 
questionnaire online using the SurveyMonkey tool.  From June to August 2012, four invitations were sent out by the 
authors of the study and by the sector's Associations – the Associacao Turismo de Lisboa and the Associacao dos 
Directores de Hoteis de Portugal. 
 
4. Results and Discussion 
The final study included only the hotels that actually responded to the questionnaire – a total of 97 hotel units of 
3, 4, and 5 stars out of the 167 existing in the region of Greater Lisbon and the Setúbal Peninsula.  This thus 
represented 58% of the universe of study, corresponding to over 14 000 beds and 76% of the study universe's total 
of rooms.  The breakdown by stars was as follows: three-star, 13 units: four-star, 50 units; and five-star, 20 units.  
Fourteen hotel units did not respond to all the questions.  
With respect to the relational principal component, the distribution of the responses was as follows (Table 3): 
 
Table 3. Relational Capital – Questionnaire responses 
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Clients are satisfied with the hotel 4 1 2 11 10 48 20 96 
Time to solve clients' problems has been reduced 0 4 3 6 30 33 20 96 
Our market share has improved 0 7 7 15 21 28 14 92 
The duration of the client-hotel relationship is its strong point 0 1 2 6 21 40 25 95 
Hotel has the most positive value-added of the sector 0 1 4 16 26 32 13 92 
The clients have come to prefer our services over those of the 
competition 
0 3 2 36 23 24 7 95 
Hotel has clear market orientation 0 1 0 6 38 35 16 96 
We contact clients to perceive their expectations of the hotel 0 3 6 8 28 36 15 96 
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Clients' feedback is disseminated to all sections of the hotel 0 6 8 4 18 38 22 96 
Ongoing effort to satisfy clients' wishes and needs 0 0 1 5 14 62 14 96 
Hotel has high client loyalty 0 1 2 13 27 48 4 95 
Hotel has maximum client feedback 0 5 8 22 24 32 4 95 
If the competition launches a campaign, we have an immediate 
response plan 
0 10 7 34 18 22 4 95 
Regularly discuss strengths & weaknesses of the competition 0 3 8 17 31 32 4 95 
Keep regular contact with the sector's Associations 0 9 6 6 21 38 13 93 
Our strategic decisions take the sector's information into account 0 6 10 12 16 39 12 95 
The hotel's brand is recognized in the market 0 1 7 3 20 29 32 92 
The hotel's reputation in the market is what we hoped for 0 3 16 8 34 29 5 95 
 
 
There stood out in these responses the constant effort to satisfy customers' wants and needs, the duration of the 
relationship with customers, a clear market orientation, customer satisfaction, feedback, brand recognition, and 
regular contact with the hotel sector's Associations.  
To construct the measurement instruments for the three components of intellectual capital and for organizational 
performance, a three-step procedure was applied. (i) The structure of the correlations between the variables of each 
of the scales was inspected, and exploratory factor analyses were conducted of the principal components to 
determine the number of dimensions of each scale. (ii) Confirmatory factor analyses were performed in LISREL 
(Joreskog K., Sorbom D., 1993) separately for each of the scales, with the purpose of confirming, on the one hand, 
the number of dimensions in each of the scales, and, on the other, that the models chosen were statistically 
preferable to the single-factor model.  (iii) Finally, a linear regression analysis was performed, with organizational 
performance as the dependent variable, and the three dimensions of intellectual capital as explanatory variables.  
Tables 4 to 6 present the main outputs of the factor analysis for the principal components studied.  Five principal 
components were obtained with eigenvalues greater than unity.  They explained 68.9% of the variance of the 18 
initial variables.  Solutions were also considered with four components (62.8% of the variance) and with three 
components (54.4% of the variance) with the aim of further reducing the dimensionality of the initial data.  As none 
of the initial variables was found to be at the origin of any problem, it was unnecessary to eliminate any item from 
the analysis. 
 
Table 4. Relational Capital – Descriptive Statistics 
 
 Mean Std. Deviationa Analysis Na Missing (N) 
Q1 5.56 1.405 97 1 
Q5 5.51 1.216 97 1 
Q9 5.07 1.405 97 5 
Q14 5.81 1.024 97 2 
Q15 5.34 1.092 97 5 
Q20 4.88 1.126 97 2 
Q22 5.60 0.907 97 1 
Q24 5.39 1.211 97 1 
Q25 5.46 1.428 97 1 
Q38 5.86 0.759 97 1 
Q42 5.38 0.915 97 2 
Q43 4.86 1.230 97 2 
Q45 4.49 1.314 97 2 
Q46 4.98 1.136 97 2 
Q47 5.20 1.433 97 4 
Q48 5.14 1.411 97 2 
Q50 5.79 1.204 97 5 
Q52 4.89 1.237 97 2 
a For each variable, missing values are replaced with the variable mean. 
 
Table 5. Relational Capital – KMO and Bartlett’s test. 
KMO and Bartlett's Test 
Kaiser-Meyer-Olkin measure of sampling adequacy. 0.719 
Bartlett's test of sphericity 
Approx. chi-squared 815.373 
d.o.f. 153 
Sig. 0.000 
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Table 6. Relational Capital – Total variance explained 
 
Component Initial Eigenvalues Rotation Sums of Squared Loadings 
Total % of Variance Cumulative % Total % of Variance Cumulative % 
1 5.668 31.489 31.489 3.697 20.541 20.541 
2 2.422 13.454 44.943 2.760 15.334 35.874 
3 1.693 9.408 54.351 2.103 11.684 47.559 
4 1.529 8.492 62.842 2.052 11.402 58.961 
5 1.095 6.082 68.924 1.793 9.963 68.924 
6 0.942 5.233 74.157    
7 0.802 4.457 78.614    
--------- --------- --------- ---------    
18 0.095 0.529 100.000    
Extraction Method: Principal Compoent Analysis. 
 
 
 
In regard to the confirmatory factor analysis, three alternative models were considered: (i) a one-factor model; (ii) 
a model with three correlated factors; and (iii) a model with four correlated factors.  Figure 1 and Table 7 present the 
diagrams of the models and the estimates obtained in a standardized solution. 
 
 
Figure 1. Relational Capital – Model diagrams and estimations 
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Table 7. Relational Capital – Indices of the goodness of fit 
 Single-factor model Model with 3 factors Model with 4 factors 
AIC 542.7 383.04 361.82 
CAIC 665.78 516.38 505.41 
RMSEA 0.174 0.126 0.120 
Akaike information criterion (AIC); Consistent Akaike Information Criterion (CAIC); Root Mean Squared Error of Approximation 
(RMSEA). 
 
The values of the goodness of fit indices showed that the best fitting model was that which corresponded to the 
solution with four correlated factors.  
We thus chose to measure relational capital in four intercorrelated dimensions.  For each dimension, a variable 
was derived calculated as the mean of the scores of the items conforming it, and determining the value of 
Cronbach's alpha in each case (Table 8). 
 
Table 8. Relational Capital. Dimensions 
 
Relational Capital – 4 
dimensions 
Questionnaire items Cronbach's alpha 
Customer feedback Q24, Q25, Q38, Q43, Q50 0.817 
Knowledge of competition Q45, Q46, Q47, Q48 0.794 
Guidance for the market Q9, Q15, Q20, Q22, Q52 0.784 
Satisfaction and customer 
loyalty 
Q1, Q5, Q14, Q42 0.714 
Full scale with 18 items 0.875 
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5. Conclusions 
From the literature review, the interviews conducted, and the responses obtained through the questionnaire, the 
following main conclusions were drawn: 
Relational capital has strategic value for the majority of hotel managers, thus contributing to the strengthening of 
the proposal for an "intellectual-capital-based view of the firm" (Martín-de-Castro G., Delgado-Verde M., Lopez-
Saez P., Navas-Lopez J., 2011; Reed K., Lubatkin M., Srinivasan N., 2006), in which the authors show the role of 
intangible assets and intellectual capital in  obtaining sustainable competitive advantages, and consequently in 
improving organizational performance; 
The hotel managers value differently the various components of relational capital in their organizations, which 
means that intellectual capital is "unique", dependent on the historical background, and therefore difficult to imitate. 
As noted in the literature, these are important features since the contribute to the generation and maintenance of 
competitive advantages 
Regarding relational capital, the managers stress  the importance of meeting the needs and desires of customers, 
of their loyalty, of the gathering and dissemination of their feedback, of brand recognition, and of an ongoing market 
orientation; 
The effects of relational capital on organizational performance are either small or negative, which can be 
explained by the currently strongly recessive economic environment in that investment at the relational capital level 
is not mirrored in any effect at the organizational performance level. This finding provides a strong challenge for the 
practice of strategic management in competitive contexts, in particular in this increasingly complex and severe 
recession in which constant innovation and value creation are essential. This conclusion is coherent with the 
literature which states that intellectual capital is context dependent. 
However, the study showed the importance of intellectual capital to organizational performance in the hotel 
industry. 
 
References 
Badaracco, J. (1991). The Knowledge Link: how firms compete through strategy alliance. Cambridge, MA: Harvard Business School Press. 
Bhatt, G. (1998). Managing Knowledge through people. Knowledge and Process Management, 5 (3), 165-171. 
Bontis, N. (1997). Intellectual Capital Questionnaire. Hamilton, Canada: Institute for Intellectual Capital Research Inc. 
Bontis, N. (1998). Intellectual capital: an exploratory study that develops measures and models. Management Decision, 36 (2), 63-76.  
Cabrita, M. (2006). Capital Intelectual e Desempenho Organizacional no sector bancario português. Lisboa: Tese Doutoramento em Gestao, 
ISEG. 
Cabrita, M. (2009) Capital Intelectual e Desempenho Organizacional. Lidel - Edicoes Tecnicas, Lisboa. 
Hall, R. (1992). The Strategic Analysis of Intangibles Resources. Strategic Management Journal, 13(2), 135-144. 
Joreskog K., Sorbom D. (1993). LISREL 8: User's Reference Guide. Scientific Software International. 
Kohli A., Jaworski B. (1990). Market orientation: the construct, research propositions and managerial implications. Journal of Marketing, 52 
(april) 1-18. 
Martín-de-Castro G., Delgado-Verde M., Lopez-Saez P., Navas-Lopez J. (2011). Towards 'an Intellectual Capital-Based View on the firm': 
Origins and Nature. Journal of Business Ethics, 98 (4), 649-662. 
Reed K., Lubatkin M., Srinivasan N. (2006). Proposing and testing an Intellectual Capital-based view of the firm. Journal of Management 
Studies, 43 (4), 867-893. 
